considerable academic interest (e.g., Dawes and Massey, 2005; Homburg and Jensen, 2007; Kotler, Rackham and Krishnaswany, 2006; Le Meunier-FitzHugh and Piercy, 2007a; Massey and Dawes, 2007) . The rationale for this growing interest is clear: that improving Sales/Marketing CFRs can add value to customers, and ultimately, improve an organization's market performance (Guenzi and Troilo, 2007; Le Meunier-FitzHugh and Piercy, 2007b) .
From a customer's standpoint the sales and marketing departments could be viewed as a single function, and be expected to work effectively together to deliver value to customers. However, Sales and Marketing often operate as separate departments with different cultures, objectives, and values. Over time, the Sales and Marketing departments have developed very different philosophies and strategies to fulfil their roles within the organization, and these differences maybe a critical factor in their individual success as a department, and can even impact on the overall success of the organization (Homburg and Jensen, 2007) .
Given the separation of the Sales and Marketing functions into different departments, it is in the interests of organizations to understand Sales/Marketing CFRs, to improve organizational performance. However, many organizations are unsure how to best manage these CFRs. The objective of this chapter is to review the current thinking on Sales/Marketing CFRs, and consider a range of controllable and uncontrollable factors that may influence the effectiveness of this interface. We begin by detailing the contextual conditions under which Sales and Marketing relationships are enacted, e.g., the interdependence between the functions, the key measures of the effectiveness of Sales and Marketing relationships, and the level of conflict in this CFR. In addition, we will also discuss the main factors that are believed to influence Sales and Marketing CFRs, including organizational structure and management attitudes towards coordination. We will then review some of the tools and techniques that may be used to influence the interface e.g., lateral linkage devises, and managerial use of influence tactics. The chapter will conclude with consideration of the key relationship variables that have the greatest effect on performance; the types of communication prevalent in CFRs, and interpersonal trust between Sales Managers and Marketing Managers.
Vignette: Introduction
Because many modern organizations split Sales and Marketing into separate, but interdependent departments, one of the key roles of managers is to develop effective cross-functional relationships (CFRs). Why is this necessary? In part it relates back to Porter's (1985) "value chain," and in particular, the internal coordination required to serve effectively and satisfy external customers.
Consider the day to day functioning of a typical organization which manufactures goods for sale into either business-to-business or business-to-consumer markets in the following vignette:
The Sales Manager's Tale -A New Major Customer Places an Order
After much time and effort, the Sales Manager of a manufacturing company has secured an order from an important new customer, one likely to purchase a significant amount of product in the future. To satisfy this new customer however, the Sales Manager depends on virtually every other department in the organization. Let's see why.
The product to be supplied will only require minor modifications to an existing product. But is it likely that R&D will drop what they are currently working on to make these changes? No, it is not. They may even have strong reservations about doing this as it would require them to test the new product, ensure that could be manufactured efficiently, and at an acceptable standard cost. Moreover, this will need to be done to a strict timetable, as the customer requires these products by a fixed date.
The Sales Manager therefore needs to work closely with the R&D Manager, to convince them of the importance of the new account, and to increase the priority of this customer's product, to the detriment of other current projects. However, the R&D Manager is a good friend of the Sales Manager and they have worked together for a long time. They both trust each other's competence, and like each other. The R&D Manager understands the importance of this customer to the organization and has some fairly sophisticated techniques of argument, and persuasion, and exercise various forms of power and influence to get the order filled, and to meet their own personal and departmental objectives. This is why cross-functional relationships are vital within organizations, and why Sales Managers require a good understanding of them, to allow them to better achieve their own personal and professional goals.
THE ORIGINS AND IMPORTANCE OF CROSS-FUNCTIONAL RELATIONSHIPS

Functional Interdependence
As the Sales Manager's Tale above illustrates, managers and departments within organizations are often highly interdependent. This can be in a linear fashion, i.e.,
where one manager provides inputs to a downstream manager, e.g., the Production
Manager depends on the Purchasing Manager to ensure that adequate, timely stocks of raw materials are available for production runs. Interdependence can also be reciprocal where one manager provides inputs for the other manager and vice versa. One way to think about cross-functional interdependence is in terms of "internal marketing" (e.g., Ballantyne, 1997; Grönroos, 1981) . Gummesson (1991) has suggested for example that interactions between departments and their managers can be thought of as supplier-customer relationships within an internal market.
Indeed George (1990) argues that effective internal exchanges between managers and their departments, is a prerequisite for successful exchanges with external markets, i.e., the organization's customers.
One can also conceptualise CFRs as part of an organization's "market orientation" (see Kohli and Jaworski, 1990; Narver and Slater, 1990) , i.e., an organization's disposition to continuously deliver superior value to their customers. Narver and Slater (1990) argue that market orientation requires a customer orientation, a competitor orientation, and importantly inter-functional coordination.
As we will see later in this chapter, this internal cross-functional coordination is strongly influenced by the effectiveness (or otherwise) of an organization's CFRs.
Cross Functional Relationships
CFRs are important for any organization which has separate, specialised departments under the control of different managers. There is a large body of evidence on the importance of these CFRs. Effective CFRs have performance implications not only for individual departments and their managers, but for interdependent managers and their departments, and also for the organization as a whole. Better cross-functional coordination is known to significantly improve service delivery to external customers (e.g., George, 1990; Lovelock, 2000) . Also, effective Marketing/R&D CFRs are vital for organizations seeking to develop successful new products (e.g., Massey and Kyriazis, 2007; Souder, 1981; . This is important as many organizations recognise that much of their future income, and indeed their survival, hinges on their ability to continue to develop new products. Similarly, effective
Marketing/Information Technology CFRs are vital to good customer relationship management (e.g., Winer, 2001 ).
As mentioned previously, until recently Sales/Marketing CFRs have not attracted much attention in the academic literature. This is surprising, as it is now widely recognised that the Sales/Marketing CFR is one of the most important relationships within organizations, particularly those with a strong focus on customer satisfaction. Sales/Marketing CFRs are vital to the efficient operation of an organization, because Sales implement Marketing's strategies at an operational, dayto-day level (Strahle, Spiro and Acito, 1996) . In this following section we review the key outcomes of Sales/Marketing CFRs, and demonstrate their importance within organizations.
PERFORMANCE OUTCOMES
The relevant performance outcomes of Sales/Marketing CFRs can be broadly classified into "task" outcomes, and "psychosocial" outcomes. We define and review these two types of outcome, and also reveal the links between them. Sales Managers and Marketing Managers have a shared responsibility within organizations to work together effectively to achieve the task/performance outcomes that will satisfy the organization's stakeholders.
Metrics
The key measures or metrics of an organization's sales performance come in various forms. First, there are the "hard" measures, such as the overall quantity of goods sold, and there may be targets set for these by "stock-keeping unit" (SKU), by product/brand, and by category. The performance of the Sales Department, the Marketing Department, their managers, and the organization's salespeople will be judged against these targets and this is a relatively straightforward thing to do.
A similar "hard" measure might be market share. Again, it is likely that organizations will have set targets for market share, by SKU, by product/brand, and by category, and again, performance will be judged against these targets. "Softer" measures also exist, such as measures of "customer satisfaction," and an important aspect of the new service-dominant logic to marketing (see Vargo and Lusch, 2004 evidence that when Marketing/R&D CFRs were "harmonious", most of the NPD projects were either partially, or fully successful. In contrast, where there was severe disharmony in the CFR, most of these projects were considered to be failures.
More recently however, empirical evidence has for the first time established a link between the "effectiveness of Sales/Marketing relations," and "superior value creation," and "market performance" (Guenzi and Troilo, 2007) . Similarly, Le
Meunier-FitzHugh and Piercy (2007b) and Homburg and Jensen (2007) found strong links between improved collaboration between Sales and Marketing, and superior business performance. Hence whilst the importance of effective Sales/Marketing
CFRs are intuitively obvious, we now finally have some relatively "hard" evidence that they are an important determinant of organizational performance.
Psychosocial Outcomes
Now that a direct link between the effectiveness of Sales/Marketing CFRs and "hard" performance measures has been established, we should review the evidence regarding the "soft" measures of Sales/Marketing effectiveness, as we can be fairly confident that this will lead to performance on the "hard" measures. "Psychosocial" measures are those which have psychological or social components e.g., the extent to which managers perceive their CFRs to be effective, and the levels of dysfunctional conflict in these CFRs (see Ruekert and Walker, 1987) .
One interesting aspect of the literature on these psychosocial outcomes is the view that Sales/Marketing CFRs are usually ineffective, and fraught with conflict.
Early qualitative work (e.g., Cespedes, 1993) and anecdotal accounts (e.g., Carpenter, 1992) for example suggests that this CFR is problematic, and Dewsnap and Jobber's (2000) summary of the literature notes that it is characterised by negative outcomesa lack of cohesion, distrust, and dissatisfaction. Recent small sample empirical work (e.g., Kotler, Rackham and Krishnaswany, 2006) , and exploratory work (e.g., Biemans and Brenčič, 2007; Guenzi and Troilo, 2006 ) supports this view. There is however no definitive evidence about whether Sales/Marketing CFRs problems are endemic, and some studies suggest that Marketing/Sales CFRs may be more effective and harmonious than is generally believed (e.g., Dawes and Massey, 2005; Massey and Dawes, 2007a,b) .
The Perceived Effectiveness of Sales/Marketing Relationships
One variable that has been used to assess the quality of Sales/Marketing CFRs is "perceived relationship effectiveness" (PRE) (e.g., Massey and Dawes, 2006; . This variable relates to how worthwhile, equitable, productive, and satisfying a manager perceives their working relationship to be with the other manager. This is a useful psychosocial outcome variable for various reasons. First, a number of important existing studies of working relationships have also focused on subjective outcomes (e.g., Anderson and Narus, 1990; Smith and Barclay, 1999) . Secondly, objective, "hard" measures of effectiveness (e.g., sales volume) may not accurately reflect the quality of a relationship due to confounding factors such as long sales cycles (Smith and Barclay, 1997) . Last, as noted above, positive perceptions about the effectiveness of one's CFRs are known to be associated with improvements in hard outcomes.
Little hard data exists on PRE in Sales/Marketing CFRs, though the results of these few studies are generally quite encouraging Massey and Dawes, 2007a,b) . Their results reveal that on average PRE is quite high, however within their samples there were a significant number of ineffective Sales/Marketing CFRs. So, whilst there is not universal harmony in this CFR, and there are definitely organizations in which Sales and Marketing are at war, a good proportion of organizations seem to enjoy quite high levels of PRE in Sales/Marketing CFRs. In summary, the jury is still out on whether these relationships are as ineffective as is commonly assumed. However, there is evidence to show that improvements in this CFR are beneficial. We will return to this point below when we reveal the evidence on the psychosocial variable "conflict" between Sales Managers and Marketing Managers.
Conflict in Sales/Marketing Relationships
There is some debate as to whether conflict between Sales and Marketing functions is detrimental or beneficial to efficiency and business performance. Some deeper insights can be found in the notion that there are at least two distinct types of conflict in CFRs -dysfunctional conflict which result in negative outcomes and poor performance, and functional conflict that results in more positive outcomes in terms of efficiency driven by healthy competition and an open exchange of ideas and views (e.g., Menon, Bharadwaj and Howell, 1996; Song, Xie and Dyer, 2000) . As Barclay (1991:145) noted "Conflict can have constructive or destructive outcomes depending on its management, and an emphasis on managing conflict requires a discriminating understanding of its causes". However, the distinction between functional and dysfunctional conflict may be considered simplistic if viewed as two ends of a continuum. The two concepts should be treated as separate variables that incorporate the full range of consequences outlined in the organizational behaviour literature from which they originated (e.g., Jehn and Mannix, 2001 ). Below we review the theory and evidence for the prevalence of these two forms of conflict in Sales/Marketing CFRs.
Dysfunctional conflict
Dysfunctional conflict is known to be a powerful variable within relationships such as CFRs, and is associated with a range of negative outcomes including the distortion and withholding of information to the detriment of others within the organization, hostility, and distrust during interactions (Thomas, 1990; Zillman, 1988) , opportunistic behaviour (Barclay 1991) , information gatekeeping (Jaworski and Kohli, 1993) , and the creation of obstacles to decision making (Ruekert and Walker, 1987b ). Dysfunctional conflict is also believed to reduce team performance and member satisfaction, because the associated tension and antagonism can distract people from their task performance (De Dreu and Weingart, 2003) . Dysfunctional conflict is generally unhealthy, and associated with dysfunctional behaviours, dissatisfaction, and poor individual and/or group performance. It is therefore an important outcome variable to investigate when diagnosing Sales/Marketing CFRs There are many reasons cited for the lack of co-operation between Sales and
Marketing, including that they have developed strong group identities, very different philosophies and that staff often have different educational backgrounds (Griffin and Hauser, 1996; Lorge, 1999; Dewsnap and Jobber, 2000) . This has led to the development of two very different cultures and working practices between the two groups (Beverland, Steel and Dapiran, 2006) . Homburg and Jensen (2007) suggest that sales and marketing exhibit two different 'thought worlds' based on alternative orientations and competences, but that these different perspectives are necessary to perform their individual functions effectively. Major problems arise when Sales and
Marketing departments become independent "silos" with poor cross-functional communications (Dewsnap and Jobber, 2000; Olsen, Cravens and Slater, 2001; Rouzies et al, 2005; Le Meunier-FitzHugh and Piercy, 2007a) . Sales and Marketing functions may also find themselves in competition for resources and/or have differing perspectives on how to achieve their objectives, which may lead to dysfunctional conflict (Anderson, Dubinsky and Metha, 1999; Olsen, Cravens and Slater, 2001; Kotler, Rackham and Krishnaswamy, 2006) .
A number of dysfunctional activities have been observed in the Sales/Marketing CFRs, e.g., working at cross-purposes, being obstructive and not appreciating each other's roles in achieving marketing objectives. It may be too easy for example, for the marketing department to ignore immediate concerns in the market place and focus on long term objectives e.g., creating brand value, or launching new products; and for the sales department to become focussed on achieving short-term sales objectives (Cespedes, 1995; Lorge, 1999) . In addition, Sales repeatedly complain that support tools provided by marketing are inadequate, and marketing frequently accuses sales of misunderstanding or misusing marketing collateral. As a result, some scholars suggest that reducing dysfunctional conflict created by interdepartmental competition for scarce resources should be an objective of senior managers (e.g., Kotler, Rackham and Krishnaswamy, 2006) .
Dysfunctional conflict between sales and marketing may result in customers observing inconsistencies in their interactions with the organization, resulting in damage to their relationship with the organization. This can lead to a reduction of performance. Further, Song, Xie and Dyer (2000) found that the increasing crossfunctional conflict led to a greater chance that the departmental managers concerned would withdraw from the relationship rather than collaborate. Dysfunctional conflict can therefore lead to distrust that is detrimental to both cross-functional collaboration and efficient performance (Colletti and Chonko, 1997; Dewsnap and Jobber, 2002; Dawes and Massey, 2005; Biemans and Brencic, 2007) .
Although there is some evidence to indicate that dysfunctional conflict exists in Sales/Marketing CFRs, but it may not necessarily be endemic or inevitable. Two quantitative studies, Dawes and Massey (2005) and Le Meunier-FitzHugh and Piercy (2007b) for example found that dysfunctional conflict was low between sales and marketing functions. So things may not be as bad as is often believed, which is good news for both Sales Managers and Marketing Managers as they do not inevitably have to be in conflict. As there are only a few large scale studies examining dysfunctional conflict in Sales/Marketing CFRs, more research is required to answer this question.
However, as things currently stand there is a positive message in these results, i.e., do not immediately assume that there has to be dysfunctional conflict in this CFR, treat each situation as it comes. Also, if there is dysfunctional conflict in this the Sales/Marketing CFR, take proactive steps to resolve this.
Functional conflict
Much of the existing literature on relationships such as CFRs has taken a rather simplistic view of conflict, i.e., that it is always bad, and management need to reduce it wherever possible. It is now increasingly recognised however, that conflict can also have a functional form ("functional conflict"), in other words, it can be beneficial to CFRs, and to the organization as a whole (See Amason, 1996 for a good review of functional conflict). Functional conflict is important as it involves consultative interactions, and useful give and take. Where functional conflict is present, people feel free to express their opinions, and to challenge others' ideas, beliefs and assumptions, and people respect others' viewpoints even when they disagree. (e.g., Baron, 1991; Cosier, 1978; Schwenk, 1989; Tjosvold, 1985) . Functional conflict can be considered an antidote to "groupthink" (De Dreu, 1997) where feelings of solidarity and loyalty to a decision-making group override the imperative to logically and realistically evaluate all options (Filley, 1970) .
Few studies exist in the marketing literature examining functional conflict.
The first major study was by Menon, Bharadwaj, and Howell (1996) , which examined functional and dysfunctional conflict in Marketing CFRs, and reported quite high levels of functional conflict. Similarly, Massey and Dawes (2007a) found high levels of functional conflict in Sales/Marketing CFR, and again these results give Sales
Managers and Marketing Managers some basis to believe that they are not inevitably going to be involved in dysfunctional and ineffective relationships with each other. This is important because where functional conflict is present "individual departments exhibit not only a willingness to consider new ideas and changes suggested by other departments but also to volunteer information and ideas to others within the organization" (Menon, Bharadwaj and Howell, 1996:303) . It may be that functional conflict may help to reduce "silo" mentalities, and feelings of group loyalty that may prevent the consideration of other possible options and "even if there are disagreements, discussions focus on issues rather than on people" Dawes, 2007:1122) . Challenging others ideas and beliefs may result in positive exchanges and have been linked to innovation and sales success as parties consider alternatives and challenge their assumptions, thereby improving the quality of their decision-making (Menon, Bharadwaj and Howell, 1996) .
There are compelling arguments for maintaining some tension between Sales and Marketing. Sales activities require different skills and personal attributes than marketing activities and the different perspectives of the two groups may be necessary to maintain efficient/optimum performance (Shapiro, 2006; Homburg and Jensen, 2007) . Sales and Marketing staff will need to maintain the ability to freely discuss solutions and consider each others' perspective and information. This will help to establish open communication and greater collaboration.
FACTORS INFLUENCING THE EFFECTIVENESS OF SALES AND MARKETING CFRs
Various factors can influence the effectiveness of CFRs, and these fall into two broad categories. There are the formal, structural/bureaucratic influences such as "formalisation" and "centralisation" and the physical structure and location issues that may facilitate or obstruct CFRs. Further, there is the key factor of senior managers' attitudes towards coordination. We will now review these influences.
Structural/Bureaucratic Factors
The internal workings of functionally specialised organizations are complex. With the division of labour, functional specialists tend to be located within their own separate departments, bringing with it the need to coordinate the activities of those departments (see the opening vignette of this chapter, The Sales Manager's Tale).
The most frequently employed method for this involves "organizational structure" or "bureaucracy", as senior management need to actively encourage cross-functional integration by implementing appropriate structures (Ayers, Dahlstrom and Skinner, 1997 "centralisation" (of decision-making), and "formalisation" (of policies, rules, and procedures when performing one's job). Formalisation helps coordinate an organization's activities by reducing variability in behaviour, in order to predict and control those behaviours (Mintzberg, 1979) . Formalisation reduces confusion because staff know what they are expected to do, and it therefore helps coordinate effort (Thompson, 1967) .
Centralisation is the extent to which decisions are made at higher levels in an organization's hierarchy (Aiken and Hage, 1968) . A key issue facing top management is to trade-off control against greater adaptability from decentralisation (McCann and Galbraith, 1981) . Routine tasks such as normal production runs require only "mechanistic" structures, i.e., high formalisation and centralisation. However, in situations of high task uncertainty, or where creativity and innovation are required (e.g., NPD projects), more "organic", less formalised and centralised structures are appropriate (Burns and Stalker, 1961; Olsen, Cravens and Slater, 1995) .
Whilst there is no hard evidence on the effects of Weber's (1924) 
Location and Physical Structure of Sales and Marketing
It has been suggested that the location and physical structure of sales and marketing may affect their ability to work collaboratively, meet organizational goals more effectively and reduce conflict (e.g., Germain, Droge and Daugherty, 1994) . Le
Meunier-FitzHugh and Piercy (2008) found that sales and marketing may be found in a number of different locations; within a single office, in two separate offices in one building, or in separate buildings/continents. There does not seem to be a standard way of physically structuring sales and marketing functions.
It has been proposed that closer physical proximity of the sales and marketing functions may lead to an increased perception of achieved integration and lower conflict of interests (Dewsnap and Jobber, 2000) . Further, creating structural links between sales and marketing, for example by placing a senior manager in charge of both sales and marketing functions, may help to improve communications and help to align activities (Rouzies et al., 2005; Matthyssens and Johnston, 2006; Oliva, 2006) .
However, recently Dawes and Massey (2005) found that changing the physical structure did not have an effect on Sales/Marketing CFRs and had little impact on collaboration between sales and marketing. Further, no correlation was found between a particular structure for sales and marketing and superior performance (Le MeunierFitzHugh and Piercy, 2008) . Changing location or physical structure to alter working practices or implement organizational changes may create new challenges and problems for the organization to overcome (Bartlett and Ghoshal, 2000; Hammer, 2001; Homburg, Workman and, Jensen 2000) and is therefore unlikely to be effective on its own.
Sales and marketing perform very different functions that may benefit from a particular configuration, and research suggests that there is little difference in interfunctional conflict or collaboration in organizations operating as two separate sales and marketing departments or as a single joint department (Le Meunier-FitzHugh and Piercy, 2008) . The existing physical structure and location of sales and marketing departments is likely to be based on historical and cultural factors as well as industry norms, and will probably be effective for that organization and industry. However, there are many reasons why these two groups should develop the mechanisms and processes to improve their ability to collaborate to the benefit of the organization and its business performance (Shapiro, 2002; Le Meunier-FitzHugh and Piercy, 2007b ).
The location and physical structure of sales and marketing does not appear to have a significant of impact on the effective operation of their functions.
Senior Management Attitudes
Studies of Marketing/R&D CFRs stress the value of working together to achieve common goals to the benefit of both departments (e.g., Lucas and Busch, 1988; Krohmer, Homburg and Workman, 2002) and the creation of common goals is one function of senior management (Viswanathan and Olson, 2003) . The Sales Manager's Tale also illustrates this idea through the General Manager's use of job rotation and joint incentives and rewards, which demonstrate explicit top management support for cross-functional integration. Senior managers who have bought into the concept of creating internal collaboration will be able to share a vision of how the culture of the organization operates. They are also in a position to create processes that help to build and establish a shared vision that can lead to staff achieving more than they thought they could (Senge, 1990) . Managers should be seen to take responsibility for the complex relationship between Sales and Marketing as the staff may not prioritize collaboration if they do not (Holden, 1999) . Management involvement in creating positive CFRs will encourage staff to 'buy in' to working from a more collaborative basis (Athens, 2002) .
One of the key factors in Sales/Marketing CFRs is that Sales' targets are often short term, while Marketing's targets may be focussed on the longer term (Webster, 1997) . However, senior managers may have difficulty in balancing the costs and benefits of short-term and long-term financial performance (Gupta, Raj and Wilemon, 1985; Webster, 1997) . Sales and Marketing are frequently set different goals by senior management that may mean that they are working at cross-purposes (Lorge, 1999; Piercy, 2006; Rouzies et al., 2005; Strahle, Spiro and Acito, 1996) . It has been suggested that joint planning may provide a basis for aligned objectives. If targets are set jointly then the overall all direction and individual contributions to achieving objectives may become explicit (Le Meunier-FitzHugh and Piercy, 2007a, b).
Managers may be able to clarify overlapping activities and those that are mutually dependent, especially where there is potential for role ambiguity (Menon, Bharadwaj and Howell, 1996) . Senior management should be focussed on aligning values and objectives, facilitating a better understanding of Sales and Marketing roles, and fostering CFRs (Schmonsees, 2006 There are a number of coordination mechanisms that are available to managers who wish to improve the Sales and Marketing CFR and these will be reviewed in the next section.
COORDINATION MECHANISMS
There are two types of coordination mechanism that may be employed to improve Sales and Marketing CFRs, lateral linkage devices such as cross-functional job rotation, joint incentives and rewards, and managerial use of influence tactics. In this section we consider how effective these coordination mechanisms may be in Sales/ Marketing CFRs.
Lateral Linkage Devices
As already established, organizations structured along functional lines into separate departments require effective CFRs to become a cohesive whole, where each unit contributes to organizational goals and satisfies external customers. To improve collaboration, management often employ "lateral linkage devices" (see Olson, Walker, and Ruekert, 1995) . A wide variety of these devices are advocated in the literature. For example, joint incentives and rewards (Saghafi, Gupta, and Sheth, 1990; Souder and Chakrabati, 1978) , the use of "integrators," i.e., persons specifically responsible for facilitating cross-functional cooperation (Lawrence and Lorsch, 1967b; Souder, 1977) , cross-functional teams (Lawrence and Lorsch 1967a) , job rotation and personnel movement across functional boundaries (Griffin and Hauser, 1996) , periodic clarification of roles, and relocation of personnel to improve interpersonal communication flows (Allen and Fustfeld, 1975) . In the Sales
Manager's Tale, the General Manager uses two of these lateral linkage devices (job rotation, and joint incentives and rewards) to help integrate departments within the organization.
Whilst some of these devices were found to be effective in other contexts, e.g.,
Marketing/R&D CFRs, there is little evidence as to their effects in Sales/Marketing
CFRs. Theory suggests that it may be due to characteristics of the organization, e.g., goods versus services organizations, consumer versus business-to-business organizations. Massey and Dawes (2001) however found no differences between business-to-consumer organizations, and business-to-business organizations in the perceived effectiveness of any linkage device. However, their results did suggest that for organizations selling into both types of market, joint incentives and rewards; using cross-functional teams; using "facilitators;" and exchanging documents, were more effective than in organizations which sold only into one of these types of market.
These results are therefore consistent with organizational theory, i.e, that complex organizations require greater efforts to cross-functionally re-integrate. Similarly, goods producers used more integration methods than service providers, and this makes sense given that goods producers are typically more complex than service providers. It may therefore be important for goods-producers to bear this in mind, and consider using a range of lateral linkage devices, rather than just one.
Beyond these findings for complex organizations, there is still the issue of why the effectiveness of these devices is the same in less complex organizations. One possible explanation is that it may not matter what method is used, but what is important is that senior management are seen to be taking an active interest in attempting to integrate the two departments (e.g., Cass and Zimmer, 1975) . By doing this, senior management are demonstrating the importance they attach to improving cross-functional integration, and in these circumstances even "weaker" linkage devices may be more effective than might otherwise be expected. In the Sales
Manager's Tale the Purchasing Manager is clearly aware of the importance the General Manager places on cross-functional integration, and thus quickly agrees to the Sales Manager's requests.
A key implication of these findings is that when seeking to increase Sales/Marketing cooperation, senior management must be explicitly seen to support the CFR, though the choice of linkage device used seems relatively unimportant.
Also, if greater Sales/Marketing integration is required in more complex organizations senior management may need to make greater efforts and use more linkage devices.
Managerial Use of Influence Tactics
In the previous section we reviewed various types of lateral linkage devises that may be useful in building or sustaining effective Sales/Marketing CFRs. It this current section we examine a special form of informal managerial communication -influence tactics. As we have established, Sales and Marketing are highly interdependent, but at the same time, have different issues, priorities, and timeframes. Consequently, Sales
Managers and Marketing Managers may not always agree on what needs to be done in a given situation, or how it might best be achieved.
In such situations managers therefore need to try and convince other managers that their ideas, plans, or approaches are the best way to proceed. This is where influence tactics fit in. 'Influence tactics' are attempts by one manager ('the agent') to secure compliance or cooperation from another manager (the 'target') (Yukl, 2002) . It is well known that a manager's effectiveness is determined partly by their level of informal influence, so it is in the interests of managers to understand the nature of these tactics, and how they might be usefully employed in Sales/Marketing CFRs.
The type of influence tactics that can be used differ widely, though they can be broadly categorised into two groups: hard/coercive tactics, and soft/non-coercive tactics. The hard/coercive tactics involves promises of rewards for compliance, or threats of punishment for non-compliance (e.g., threats or legalistic pleas). The second type, soft/non-coercive tactics, appeal to the target's values, emotions, morality, or altruism, or debts owed to the person making the request (e.g., rational persuasion or consultation). We will begin with a discussion of these tactics first, before we move onto the hard/coercive tactics.
In CFRs between managers on the same level in an organization's hierarchy (such as Sales Managers and Marketing Managers), non-coercive tactics are far more likely to be used than coercive tactics (Yukl and Falbe, 1990 ). There are a wide range of non-coercive tactics, including rational persuasion (in which a manager uses explanations, logical arguments, and factual evidence to demonstrate that a request is feasible and relevant) and consultation (inviting the other manager to plan how to carry out a request, or implement a change). Collaboration involves the agent offering to provide resources or assistance to the target to carry out the request, and involves a joint effort to achieve the objective. Ingratiation is where the agent gives compliments, does unsolicited favours, and acts in a friendly or respectful way. Also, inspirational appeals seek a target's compliance or cooperation by appealing to the target's emotions or needs, values, hopes, and ideals.
The second broad category of tactics is the hard/coercive ones. These include the use of threats where the agent makes it clear that they will take actions which will be adverse to the target if they fail to perform the desired action. Also, there are legalistic pleas where an agent cites either legalistic, contractual, or informal agreements that require or suggest that the target performs a certain action (Frazier and Summers, 1984) . These are used less frequently in Sales and Marketing CFRs.
Both coercive and non-coercive tactics are all considered to be effective in achieving the compliance or cooperation of another manager. However, the soft/non-coercive tactics should be used first in any attempt to secure another manager's cooperation, rather than resorting immediately to coercive tactics, especially as these managers are interdependent and rely on each other to get their jobs done. It is therefore unwise to begin an influence attempt with a coercive tactic, as they have been found to be negatively correlated with interpersonal trust and also with the perceived effectiveness of the CFRs .
The Sales Manager's Tale provides an example of the successful use of a noncoercive influence tactic (rational persuasion), when the Sales Manager convinces the Production Manager to schedule the new order into production on the basis that these large ongoing orders will strengthen the Production Manager's case for a capital expenditure request to justify the purchase of two new machines. In summary, Sales
Managers should carefully consider the means by which they attempt to influence 
COMMUNICATION BETWEEN SALES AND MARKETING FUNCTIONS
One of the greatest barriers to effective CFRs is poor communication, hence a discussion about communication types and level is essential to any review of CFRs (Barnard, 1938:12) .
The key point to remember is that whilst formal communications have an important role in coordination and integration, they may be less powerful than informal communications, as these seem more helpful to managers in fostering effective CFRs. As anyone who has worked in an organization knows, a casual chat with a key manager will often reveal more about what is going on than a formal exchange, e.g., a question asked during a formal meeting.
Turning now to the effectiveness of frequent communications between managers as an integrating tool, one should be cautious in assuming that mere frequency is sufficient. What evidence exists on this suggests in fact that high frequency communications between peer managers can actually damage the CFR. Dawes and Massey (2005) found that greater communication frequency between Sales Managers and Marketing Managers was strongly associated with an increase in dysfunctional conflict between those two managers. It is not difficult to see why. If one manager sends multiple e-mails, memos, telephones them many times a day, or leaves multiple voice mails and the like to another manager, the manager receiving those communications would rightly feel under siege, as though they are being closely 
THE ROLE OF TRUST
This section will review what is known about interpersonal trust and its effects in
Sales/Marketing CFRs, as well as the role of inter-organizational trust and how this may be influenced by Sales/Marketing CFRs. As Golembiewski and McConkie (1975) noted, there is probably no other single variable so important in influencing interpersonal and group behaviour.
Types of Interpersonal Trust
Interpersonal trust is particularly important in CFRs because as we have noted earlier, managers are often highly interdependent, and poor CFRs can therefore have adverse effects on other managers, their departments, and the organization itself. Usually organizations try to reduce the risks of non-performance by peer managers, and to control CFRs by using formal policies and procedures. The problem is that whilst these formal bureaucratic measures are legitimate tools for senior managers to use, they tend to be relatively ineffective and weak impersonal substitutes for interpersonal trust to manage CFRs and processes within organizations (Agyris, 1994; Sitkin and Roth, 1993) .
Many of an organization's key activities are potentially affected by the presence (or absence) of interpersonal trust. Trust within CFRs can have wide ranging positive outcomes, such as improving organizational decision making (Schwenk, 1990; Williams, 2001) , and overall organization performance (Song, Xie and Dyer, 1997) , while low trust is associated with reduced cooperation and coordination on strategic issues (Ruekert and Walker, 1987) . Trust can also help motivate groups towards joint efforts, and better performance (e.g., Dirks, 1999) and when it is absent, it can adversely affect team performance (e.g., Porter and Lilly, 1996) . Trust between departmental managers can also improve cross-functional coordination, and this can in turn, markedly improve service delivery to external customers (e.g., George, 1990; Lovelock, 2000) . Interpersonal trust is therefore important in Sales/Marketing CFRs,
given the extent to which these two functions must interact on day-to-day issues, and because Sales implement Marketing's strategies at the operational level (Strahle, Spiro and Acito, 1996) .
Various types of trust are identified in the literature, though a well-established body of work suggests that there are two main forms. One is the rational, task-related form of trust, and relates to the extent to which the other person in the CFR is competent and reliable in doing their job. This form of trust is known as cognitionbased trust. Other studies refer to this form of trust as credibility (e.g., Moorman et al., 1992) . If this form of trust exists in Sales/Marketing CFRs, the two managers trust each other because there is good evidence, from previous occasions in which they have worked together, that the other manager is competent, reliable, and dependable.
Consequently, where this form of trust is low or absent, it will be associated with low relationship effectiveness (Massey and Dawes, 2007) .
The other form of trust is affect-based trust, and this form is where emotional bonds have formed between managers in the CFR. In this case, a manager is trusted because they exhibit genuine care and concern for the other person in the CFR.
Relationships low in affect-based trust will not enjoy the benefits of the voluntary assistance provided by the other manager in that CFR. This form of trust helps the relationship in ways that are over and above the normal work-related assistance and support provided under conditions of cognition-based trust. As such, a CFR in which this form of trust exists can provide extra performance benefits than a CFR in which only cognition-based trust exists, as managers will actively look for opportunities to meet that peer manager's needs (McAllister, 1995) . The Sales Manager's Tale provides a number of examples of how trust can affect CFRs. Cognition-based trust exists between the R&D Manager and the Sales Manager, because they have worked well together before, and affect-based trust has emerged, because they like each other, and try to help each other achieve personal, and work-related goals.
In summary, whilst there is an important role for formal coordination to improve Sales/Marketing CFRs, this is by no means the only mechanism through which improved CFRs and better coordination is achieved. It is likely that informal factors such as interpersonal trust are equally, if not more powerful than the formal factors. It is therefore useful for senior managers to understand this, and to consider means by which these forms of trust might be fostered.
Inter-Organizational Trust
In an uncertain world and an increasingly complex market environment interpersonal and inter-organization trust are becoming more and more critical to successful businesses relationships and superior performance (Lane, 2002) . Interpersonal trust has been considered in the previous section, but it is also important to consider interorganizational trust, as it is a critical coordination mechanism for successful trade (Bradach and Eccles, 1989) . Sato (2002) Once communication is established between, for example, the salesperson and the customer, trading agreements may be made and trust established based on the belief that each organization will honour their agreements to their mutual advantage (contractual based trust) (Sato, 2002) . Over time, the customer begins to trust in the ability of the organization to deliver what has been agreed and builds an understanding their way of working, which becomes competence based trust. In addition, the customer builds a relationship with customer-facing individuals within the organization and recognises the individual's contribution to transactions (Sato, 2002) . As the relationships develop between individuals within both companies, goodwill trust may become established. Goodwill trust is the belief that their business is important to the corresponding organization and that they also wish to invest in the relationship (Sato, 2002) . The customer may then invest more with the supplier, thereby exposing themselves to greater risk. It is goodwill trust and competence based trust that lack of collaboration between sales and marketing may damage.
As trust develops between organizations there may be an increase in interdependence, and as time goes on there is a tendency to create shared resources and increased social capital (Rousseau et al, 1998) . Social capital has been described as the benefits and resources created through networked connections between organizations, groups and individuals (Tsai and Ghoshal, 1998; Koka and Prescott, 2002) . Customers and organizations (suppliers) may develop social capital as they exchange resources and search for solutions to satisfy consumers. Social capital may also be developed intra-organizationally, through personal relationships between members of the sales and marketing teams when they collaborate to create solutions to marketing issues.
Trust is a fragile commodity (Lane, 2002) 
CONCLUSIONS
The CFR between sales and marketing is complex and vital to creating a successful sales/market orientated organization. This chapter has reviewed the available literature and highlighted some of the current thinking about this intra-organizational relationship. It is established early in the chapter that effective CFRs between Sales and Marketing are essential in the creation of improved performance, both in terms of metrics, and psychosocial outcomes, although it is only recently that this interface has attracted attention from academics and practitioners.
The chapter identifies the levels and types of conflict found in There are a number of tools and techniques that may be used by managers and senior managers to improve the sales and marketing CFR. Studies of other CFRs have outlined a number of lateral linkage devices that may be effectively employed by managers. The conclusion was drawn is that complex organizations require greater efforts to cross-functionally relate and may need to employ a greater number of lateral linkage devises, but that the choice of linkage device used seems relatively unimportant as long as the senior management are seen to explicitly support CFRs.
Influence tactics may be used between managers when they do not agree on what needs to be done in a given situation or how it might best be achieved. They will then need to try and convince other managers that their ideas or plans will succeed and gain their 'buy-in'. It is well known that a manager's effectiveness is determined partly by their level of informal influence, so it is in the interest of managers to understand the nature of these tactics, and how they might be usefully employed in Sales/Marketing CFRs. Two types of tactics were reviewed hard/coercive tactics (e.g., threats or legalistic pleas) and soft/non-coercive tactics (e.g., rational persuasion or consultation). Both are considered to be effective in achieving the cooperation of another manager, but it is recommended that soft/non-coercive tactics should be used in the sales and marketing CFR before resorting to coercive tactics, especially as these Improved collaboration between Sales and Marketing through more effective CFRs can lead to superior profit levels and greater customer satisfaction.
